ABSTRACT
INTRODUCTION
idwest Education, Inc. is a major supplier of educational materials for the United States. The company focus is on learning tools and systems for use in technology, science and business classrooms. In addition, it develops and provides books, manuals, videos, software and hardware used in the fields of technology education, instructional development and business applications.
The company has its headquarters and primary manufacturing plant in a major Midwest community. In addition, the Creative Development offices are located in Massachusetts and California. Transportation, Service and Maintenance facilities are headquartered out of Texas, with major branches in Baltimore and Phoenix.
The three main divisions exemplify three different strategies -cost-reduction, quality enhancement, and innovation (as discussed by Schuler and Jackson, 1987) .
Headquarters
The corporate headquarters are in Kansas City. The CEO of Midwest Education, Inc. is Judith Lund. She was hired by the Daltons in 1994 when they decided to take a less active role in the company while remaining major shareholders. Ms. Lund has an MBA in business management and was previously the CEO of a small telecommunications company. In her previous position, she had successfully steered the company out of financial difficulties by raising stock value. She had initiated a strong advertising campaign and had put the company 'in the black' for the first time in seven years.
The COO of Midwest Education, Inc. is Frank Rose. He has been with the company since 1989. Mr. Rose, a cousin of Dr. Dalton, had a successful career with an international business training group in California. His desire to move back to his home town of Kansas City came at a time when the Daltons were looking for a COO. He has worked out well for the company.
The Human Resources Department is also located at headquarters. The Vice President for Human Resources is Lawrence Wilson. He has a degree in industrial and organizational psychology and an MBA and he has been with the company for 11 years. He started out as a generalist and was promoted as he showed good judgment with hiring and earned his MBA at the same time.
The head of Human Resources for the Manufacturing Division is Janine Woods. She has a staff of five generalists who assist her in meeting HRM needs for the Manufacturing Division.
The Manufacturing Division used to be housed in the same building as the headquarters. As the business expanded and more room was needed, the division moved to the suburbs into a large factory. There are 158 employees in the Manufacturing Division. They are divided into ten teams with each team producing and packaging one specific product at a time. There are five supervisors who oversee two teams each -Doris Malone, John Fizer, Sandi Cross, Wendy Atchison, and Ian Carpenter.
The Manufacturing Division usually has a long lead time on orders and can anticipate what will be needed. The factory has flexible work areas that can be retooled and rearranged for the changeover from one product to another in less than four hours. The pay in this Division starts at $6.25/hour for production workers and they have a full benefits package. Most employees seem happy with their work and Max Thorn is generally thought of as a good, easy-going man to work for.
Creative Development Division
The mission statement for the Creative Development Division is: "In the Creative Development Division of Midwest Education, Inc., we will strive to bring our customers the most innovative and cutting edge programs and products in the world. Our team of creative professionals is constantly working to improve, upgrade, and create the most useful products to bring to our customers." This division follows a strategy of innovation.
The Creative Development Division has two locations -a headquarters in California and a branch located in Massachusetts. The President of the Creative Development Division is Serena Tibaldo who recently joined the company. Previously, she was a software developer for a large computer game producer. She has a bachelor's degree in business and a computer programming master's degree, and she is doing very well at Midwest.
The head of Human Resources for the Creative Development Division is Amelia Chi, who is located at the California headquarters. Ms. Chi has a staff of five assistants. The head of the Human Resource section at the Massachusetts branch is Virginia Fox who has a staff of two assistants.
There are 90 people employed at the California plant and 38 at the Massachusetts location. The California location opened in 1980 and the Massachusetts branch opened in 1993. In the 1970's and 1980's, many computer software programmers moved to the west coast to be located in Silicon Valley. Most people hired by Midwest Education, Inc. transferred from wherever they lived to the Ca1ifornia branch, with the company paying all relocation expenses. By 1990, some employees desired to live in the east. The Daltons decided it was time to expand the company and, in doing so, decided the next branch would be in the Massachusetts area. Most of the long-timers elected to remain California while the majority of recent hires are in Massachusetts.
Transportation, Service and Maintenance Division
The mission statement for the Transportation, Service and Maintenance Division is: "The Transportation, Service, and Maintenance Division is committed to providing the fastest and most cost-effective way of safely shipping our product to the customers. No effort will be spared as we streamline and improve our fast and friendly service". The Transportation, Service and Maintenance Division follows a strategy of cost-reduction. 
SITUATION
Midwest Education, Inc. has been thrashing over many ideas as to how to respond to legal mandates under the Patient Protection and Affordable Care Act (ACA). At the direction of Frank Rose, COO, the Vice President for Human Resources, Larry Wilson, has conducted research into the law and gotten as much legal advice as he could. He even attended seminars that were advertised as helping companies determine how to respond and set up their compliance programs. He has discovered that there are many different options and much advice, but no one "right" way to be in compliance with the law. When he talked with Mr. Wilson about all the different possibilities and options, Frank decided to call together all of the interested players in the company and to finally make a recommendation to Judith Lund, CEO, as to how the company should respond.
At the meeting are the corporate COO and VPHR, with the head of the Compensation and Benefits Section sitting in as a technical advisor. The presidents and human resource heads from each division are present to provide input and represent each of their divisions' interests. 
